Childhood and education
When Edward was bom in 1892, two daughters had already been bornElizabeth in 1887, Margaret in 1889. Robert Bridges, thanks to his private income, was free to spend all his time on literature, and was writing poetry and prose essays and compiling the Yattendon Hymnal. There was a constant stream of visitors to the house from his literary circle-Yeats, Newbolt and Binyon and many others from the British Museum and Oxford. H. E. Wooldridge, the musician and artist, was often there, collaborating in the work on the Yattendon Hymnal. In this atmosphere the children grew up, rarely leaving the village except for an occasional journey to Newbury by pony cart.
His father had a profound effect on his son's development. In his Romanes lecture, delivered in 1958, on the State and the Arts, Edward Bridges records his dislike, at any rate in the earlier stages of education, of a curriculum in which the main emphasis is to teach not the arts themselves, but how to appreciate the arts. This was not the way his own upbringing went. His father had followed his own tenet in the introduction to The Spirit Man-'The reader is invited to bathe rather than to fish in these waters.' Edward Bridges, on that principle, was given a good soaking in music and poetry in particular. It was not only a question of listening to music. The whole family were competent to make it and played Purcell, Handel and Mozart amongst themselves and with neighbours.
He managed, however, to balance this somewhat highbrow upbringing by taking an intense interest, without any encouragement from his parents, in the topography of the surrounding countryside, particularly the chalk country. At this stage also started his intense interest in roads and maps. He got to know the surrounding Roman roads and British trackways and made a collection of large-scale ordnance maps. This love of the countryside never left him. In the Romanes lecture he mentioned that one of the things from which he derived the greatest and most constant delight was landscape or, as he preferred to call it, the countryside-not so much the great panoramic scenes but just ordinary woods and fields.
At this early period in his life he also started his interest in architecture. He collected the ground plans of all the English and many of the Continental cathedrals. But his passion was confined to Gothic buildings. What at that time he felt was the 'cold ungainly symmetry of the classic style' gave him no pleasure. There is a nice anecdote of his conversion to a more catholic taste. As an undergraduate at Oxford he was bicycling up the High in a hurry to get to a lecture and seeing the little cupola of Queen's for the hundredth time, and above it the top of the great Camera of the Radcliffe, he saw it then for the first time as he saw it ever after-and realized that for him the unchallenged supremacy of 'le style gothique' was over. The shock was so great that he nearly fell off his bicycle in front of the old horse tram. Robert Bridges's educational theories and his exceedingly high standard in the use of language were the more important because his son's formal education was far from happy. He went to Horris Hill, near Newbury, at the age of ten in 1902 and stayed there for four years, but he disliked the school and did not do particularly well and had not reached the top form when he left for Eton in 1906 without getting a scholarship. Another contributory cause of his lack of success may have been the threat of tuberculosis. His mother was thought to have it, the children were also regarded as under risk, and the family moved to Switzerland in 1905 Switzerland in -1906 . When they came back in 1907 it was not to Yattendon but to a new home-Chiswell House on Boars Hill near Oxford which Robert Bridges had built. These alarms, which turned out to have no ill results, could well have unsettled Bridges.
At Eton, where he was given the usual grounding in the classics during his first three years, he was much happier, though not particularly successful academically. At that point he decided to become a history specialist and was lucky enough to have as his history tutor C. H. K. Marten who later became Provost of Eton. Bridges has recorded that from him he learned a great deal 'about how to get inside a subject, how to order his thoughts and how to set them out in an orderly convincing way'. From him he learned far more than from any other teacher at Eton or Oxford. Largely thanks to his teaching, Bridges won a History Demyship at Magdalen College, Oxford, to which he went in 1911. Here he started to read Greats (Literae Humaniores) with the object of taking his degree in two and a half years, going on to read Modern History in the next eighteen months, and then trying for a Prize Fellowship. He got a First in Lit. Hum. in July 1914 but, owing to the war, he never read History. However, after the war, in 1920, he was awarded an All Souls Fellowship, anon-stipendiary Prize Fellowship with no prescribed duties except attending College Meetings. This enabled him to hold, simultaneously, the post to which by then he had been appointed in the Treasury. After he had recovered sufficiently from the severe wound, which had shattered both bones in his arm, a Medical Board on 24 November 1917, decided that Bridges was fit to be assigned to clerical work for a period of not less than six months until he was fit for home service again. The Treasury heard that Bridges, who had established his reputation at Oxford as a man with a first-class brain and a highly ordered way of thinking and expressing his thoughts, was available and persuaded the War Office to let him come to 40 the Department. Luckily the branch thought that clerical duties in the Treasury were just the job for an adjutant and Bridges became a temporary Administrative Assistant. He soon made his mark and when the Medical Board on 26 March 1918, pronounced him fit for home service, the Treasury pleaded to be allowed to keep him until he was fit for overseas service.
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T he T reasury, [1919] [1920] [1921] [1922] [1923] [1924] [1925] [1926] [1927] [1928] [1929] [1930] [1931] [1932] [1933] [1934] [1935] [1936] [1937] [1938] Bridges made a very good impression on his seniors during his temporary service in the Treasury. After he had been passed fit for service with troops at home on 15 April 1918, the Chancellor of the Exchequer as well as the official Treasury intervened to urge the War Office to let him stay with them a little longer. Once the war was over, Bridges took the recon struction competition for what was then called Class I Clerkships in the Civil Service but, even before the results were known, the Treasury got him back on a second posting as a temporary administrative assistant on 6 November 1919, and in a letter to the Civil Service Commission, written the same day, put in a bid for him to be assigned to a permanent appointment in the Treasury if he turned out to be successful in the competition. On 24 January 1919, after his success in the competition had been gazetted, he was formally established as an Assistant Principal in the Treasury at a salary of £300-in view of his previous experience, £100 above the minimum of the scale which then was £200! Bridges's experience in the next fourteen years was to be of the utmost value and significance in his later career. It covered three main fields.
For almost the whole of this period of his service he was assigned to establishment work-the scrutiny and control of the numbers, grading and conditions of service in Civil Service Departments and in the Civil Service generally.
Secondly, for a short period of nine months in 1933-1934 he served in a division responsible not only for the establishments but also the supplyi.e. all the functional-expenditure of the common service departments, the Post Office, Stationery Office, Office of Works, etc.
Thirdly, he was detached for long periods (over three and a half years in all) as Secretary to three Royal Commissions.
Bridges's experience in Civil Service establishments work was wide. It started with service in the Establishment Officer's division which dealt with the small establishment employed in the Treasury itself as well as the super vision of establishments in the ancillary group of Departments. This and his later appointment from 1927 to 1934 as Deputy Establishment Officer of the 1 reasury had the great advantage of enabling him to see, even if on a small scale, the impact of decisions on numbers, pay, promotions, etc. on staff with whom he was associated day by day. This was very desirable experience for a Treasury official whose time was to be spent in concerning himself with the establishment problems of other departments-inevitably at second hand.
His main experience, however, was in the general establishment Division which regulated the pay and other conditions of service in the Civil Service generally. To have been familiar with these problems, at working level, and to have done business with the Civil Service Staff Associations was of the greatest value to Bridges when he became Secretary to the Treasury and official head of the Civil Service. The knowledge he acquired as a result of these postings and of his service as Secretary to the Royal Commission on the Civil Service, gave him the great advantage of knowledge in depth of many of the questions on which later he was to be the supreme authority.
Anyone who had the experience of presenting Bridges with a Civil Service problem and of being asked a series of shrewd questions which he could not adequately answer will testify to the value of this fundamental training to a Head of the Civil Service.
The second main feature of his early training was his frequent employment as secretary to a series of departmental enquiries and Royal Commissions. This gave him insight into the general machinery of government and knowledge of how committees must be served and guided if they are to produce constructive results. Above all, it gave the future Secretary of the Cabinet experience in perfecting his natural gift for drafting memoranda and reports.
In his first year in the Treasury he was made secretary to the departmental committee investigating the pay to be offered to scientific and technical officers-a branch of the Civil Service in which he was always to take great interest. In 1921 he was Secretary to the Middle Eastern Committee under the chairmanship of Mr J. E. Masterton Smith. In 1922 he was Secretary to the Sub-Committee on the Reduction of National Expenditure in the Foreign, Home and Colonial Services-a useful insight into the control of supply expenditure-and the Chairman, Lord Crawford, commended his judgement, shrewdness and imperturbable temper.
In 1928 he got his first Royal Commission-on Police Powers and Procedure, which sat from September 1928 to April 1929. The Chairman, Lord Lee of Fareham, set a terrific pace and the report was finished in seven months. The verbatim reports had to be corrected by Bridges and Geoffrey Kirwan of the Home Office, the joint Secretary, during the night following each session so as to be in the hands of the Commission the next day. Bridges showed great skill at getting on with the Chairman, not the easiest of men, and with the staff; and from a Commission which insisted on writing more of the text than is usual he won high praise from one of its members, Sir Reginald Poole, of Lewis & Lewis, a good judge of draftsmanship, for his ability 'in drafting the document itself5. Bridges, typically, requested the Chairman to see that there should be no distinction between the two Secretaries in pay or commendation.
Soon after came the most important of the Royal Commissions, the Commission on the Civil Service, under the Chairmanship of Lord Tomlin, which sat from October 1929 to September 1931. Bridges gained great credit 42 from Lord Tomlin, but, quite apart from the praise he won, he gained a knowledge of Civil Service problems and personalities (on the Staff and on the Official side) which was to make him an outstanding expert on this important, tricky, and at times tedious, topic.
After a short respite came his next and last Royal Commission-on Lotteries and Betting, June 1932 to May 1933. Bridges was Secretary and Alexander Johnston of the Home Office was Assistant Secretary. The Chair man was Sir Sydney Rowlatt (just retired from being Mr Justice Rowlatt). Bridges's tact and capacity were at first tested by the Chairman's conviction that it was his job to draft the report, and that to allow anyone else to produce a draft would have been as unsuitable as having called in someone to draft his own judgements! Bridges soon weaned him of this idea by redrafting or presenting fresh drafts of earlier chapters and in the end the report was in fact drafted by Bridges, with Johnston's help.
After this Royal Commission had reported, Bridges was for a time attached to the Estimates Committee of the House of Commons-a practice in those days which provided the Committee with expert advice on the sort of prob lems which it might be profitable for them to explore. This gave him his first experience of House of Commons Committees before which he was often to appear as a witness in his later career.
This marked the end of Bridges's initial training in the Treasury. On 1 April 1934 he was promoted to be Assistant Secretary (scale at that time £1000 X £ 5 0 -£ l200). He had served as a Principal for fourteen years. By contemporary standards this would be regarded as an unduly long period for a man who was an outstanding 'flyer'. This may well be so but the public service undoubtedly benefited by the experience which Bridges gained in depth of the problems of the Civil Service. He would also himself have pointed out that he had been fortunate in getting promotion to Principal as early as June 1920 when he was 28. Many of his contemporaries in the Treasury, who never grudged his good fortune to a man of such outstanding capacity and ability, had to wait much longer.
During all this period, Bridges's life, though strenuous, still gave him some time for family and private interests. In 1922 he had married Katharine, second daughter of the second Lord Farrer, himself the son of a Civil Servant, T. H. Farrer, Permanent Secretary to the Board of Trade, who had been raised to the peerage in 1893. It was the happiest of marriages and Kitty Bridges was always the greatest support and comfort to Bridges in the strenuous days after he became Secretary of the Cabinet. At this period of his life, though work at times was very heavy, he could count on his Saturday afternoons and Sundays, on an annual holiday and on normal social activities on some, at any rate, of week-day evenings. He even found time to write his All Souls thesis 'The development of English administration 1855-1906' and to invent during an Easter holiday-on a walking tour which was a constant feature of the Bridges's holidays-a useful device for walkers. This enabled an ordnance survey map to be held open on the particular section where the walk was taking place. It was, with Treasury permission, patented and is still in use.
On his promotion Bridges was put in charge of the Division responsible for the pay and conditions of service of the three armed Services. In October 1934 he also took charge, during the illness of its Head, of the Division dealing with the other expenditure of the three Service Departments. As a small relief he gave up the work of Deputy Establishment Officer. Early in 1935 he was relieved of the double burden and remained in charge of what was later styled the Defence Materiel Division until June 1938.
It was a period of intense activity, as the Service Departments tried to catch up with the need to bring the preparedness of the fighting Services into anything like a state capable of dealing with the vastly expanded war machine which Hitler was building up so rapidly. New machinery had to be set up (the Treasury inter-Services Committee) to enable Treasury con sideration of defence requirements to take place more promptly and there was a great deal of committee work. There were many briefs to be prepared for the Chancellor when defence expenditure was being discussed in Cabinet and Cabinet Committees. Bridges acquired a great and completely deserved reputation for the skill with which he was able to assimilate the sense of any proposition and to single out the points which the Chancellor should take. Bridges took up his new post at a critical point. Munich had provided a brief breathing space, but few people by this time felt that war could be avoided. At Cabinet Committees and in the Committee of Imperial Defence there were many decisions to be taken and many plans to be approved and the Cabinet Office had to ensure that, even if the country was lamentably ill-equipped to fight, at least the machinery for Government in time of war was ready to be brought into action.
Bridges was fortunate in that the problems of the armed services were extremely familiar to him. In his last four years in the Treasury he had become as knowledgeable as many of his colleagues in the Defence Ministries. On the other hand, he had succeeded Sir Maurice Hankey in the post which he created and held for over twenty years. The Cabinet Office was still a very small organization and most of the staff had been recruited by Hankey and had served with him throughout his long appointment. To say the least, there was considerable antipathy to the idea of change either in procedure or organization.
But many changes had to be made. The Hankey machine was still founded on the basis which he had evolved in the 1914 war, one essential feature of which had been his position as the Prime Minister's adviser on military problems as well as head of the War Cabinet Secretariat. When the 1939 war broke out, the Committee of Imperial Defence, its functions of preparation and planning having been finished, went into abeyance. But new functions now came into operation-the activities of the Office of the Minister of Defence in co-ordinating the war plans of the three services, the day-by-day deliberations of the Chief of Staff and the control of the whole war machine. Two men-Bridges and Ismay, could at this point have caused disaster, if either had attempted to assume the role of Hankey in the 1914 war. As it was, they turned out to be the perfect partnership.
The secret of this success was Bridges's decision to let Ismay run the military side of the office. Ismay was appointed Chief Staff' Officer to the Minister of Defence and, though Bridges remained responsible for the efficient working of the general office machine, Ismay was entirely respon sible for the activities of the military side and for the all-important work of co-ordinating the plans and intelligence of the service and supply Ministries under the Chiefs of Staff. Bridges was, of course, in day-to-day charge of the civil and political side. This partnership, for which both men deserve credit, was the more remarkable because Bridges and Ismay had little in common in tastes, interests or general attitudes; both, however, respected the other and admired each other's effectiveness and the partnership worked.
This was the general basis of the machine which Bridges evolved in the new offices in Great George Street to which the War Cabinet Office trans ferred on the outbreak of war from their attractive but ramshackle offices in Richmond Terrace. Here work had already been done to fortify the floors below ground level against bombs and in this part of the building sleeping quarters and offices had been installed.
Before long a large staff from the planning and intelligence staffs of the three services had offices in the building and the combined military and civil Secretariat of the War Cabinet Office was greatly strengthened. The whole establishment was transformed to become the nerve centre of the war effort manned day and night. The Secretariat remained a mixed civil servicemilitary establishment, with civil servants acting as secretaries to the civil 44 Biographical Memoirs committees and as joint secretaries on some of the military committees and doing all the clerical and typing work. Bridges was greatly proud of the way both categories worked in complete harmony, and enjoyed the surprise of the American delegations when, at the Prime Minister's numerous war-time conferences at Quebec, Cairo and other places, a bevy of girls in civilian clothes disembarked as clerks and typists to the British contingent. Bridges's leadership was a powerful force in producing this team spirit.
It is hard to explain to those who did not serve in the War Cabinet Office what was involved in Bridges's day-to-day activities. He was, of course, responsible for the deliberations of the W ar Cabinet and of its committees, for the recording of their decisions and for the execution by Departments of their decisions. On the recording of decisions, students of Cabinet Minutes, as they come on to the open list, will notice how the Hankey style of the proces verbal au long was soon transformed into the more compact noting of arguments on both sides, followed by the conclusions. Hankey, in general, recorded the individual statements of all Ministers who contributed to the discussion. Bridges's system was to marshal the arguments which had emerged, pro and con, without attributing them to any individual, except when a Minister had so obviously expressed an individual opinion of considerable significance that its attribution to him was desirable. Bridges also briefed the Prime Minister on the handling of the business. He did not act as an adviser or a planner at first hand and, of course, he had no executive responsibilities outside his own office. Yet he had an immensely important position in the Government machine. He (and Ismay) were one of the fixed points in what was otherwise a constantly changing world. They could have used their power to be obstructive. Instead they oiled the wheels. They were always being consulted by those involved in decision and their advice was of the utmost importance in securing the smooth working of the decision-making machine, and ensuring that the whole government apparatus responded to the impetus given by the Prime Minister. Bridges regarded it as one of his main functions to see that decisions were taken when needed and to ensure that, before any decisions were taken, all the relevant facts had been assembled and all the right people consulted. All this required endless meetings and discussions because his cardinal rule was that his function was to see that his departmental colleagues took the initiative in putting forward their problems for decision, and provided all the facts, figures and arguments needed for informed decisions. It was not his job to take over this role. A large part of his working day was taken up in these consultations.
As the war went on, the work on the civil side of the office increased. By the middle of 1943 Bridges had put his own characteristic stamp on the whole of the central government machinery for co-ordinating both strategic and civil policies. By 1943, the Lord President's Committee had been fully established as virtually a separate Cabinet for home civilian affairs, thus relieving the Prime Minister and the War Cabinet of a great many matters and enabling them to concentrate on war policy. Bridges had a great deal to do with developing the ways in which this machine was able to function efficiently, including the provision of a small but highly expert staff who had been trained in his own methods (at first Norman Brook and then William Gorell Barnes).
Alongside the Lord President's Committee was the Ministry of Production, which operated as a small high-powered secretariat and advisory staff, working in the same building as and right alongside the Cabinet Office. Here again Bridges had a great deal to do with its success, both by providing it with trained staff and by infusing it with his own brand of selfless energy.
Apart from his involvement in these regular institutions, he had to deal with a number of other problems, for instance, the submarine menace, the growing information on the V is and V2s and, later, on the post-war administration of German-occupied territory. Under his guidance a wide variety of people-serving officers, scientists, Ministers and civil servantsfound it possible to work cooperatively and fruitfully together; and whenever they ran into deadlock it was normal for them to come to Bridges to help them find a way out. This was not because he had any particular expertise in the very varied subject matter with which these bodies dealt, but because of his unrivalled knowledge of the government machine and the way to get it to produce results, his complete honesty in the presentation of argument and the formulation of questions for decision and his utter selflessness in giving himself wholeheartedly to the problems of the moment.
At a later stage still, Bridges took an active part in organizing the study of post-war problems and the preparation of plans to deal with them. This included the setting up of the Ministry of Reconstruction under Lord Woolton to whom Norman Brook and later John Maud were seconded. Again, the story was the same; whenever anybody from there ran into a really difficult problem-for example, on compensation and betterment, or the provisions for religious instruction in the Education Act or the precise formulation of what became the Full Employment White Paper of 1944-they always knew that they could get the most useful help and support from Bridges.
Finally, in the last months of the War, his talents were brought into the international scene at the conferences at Yalta and Potsdam. The earlier conference at Tehran had been regarded as entirely a military affair, from which civilians ought to be excluded; and there was considerable doubt as to whether it would be proper for the Secretary of the Cabinet to go to the Yalta Conference. In the event, however, the help which he and his colleagues were able to give was so great that there was no doubt from then on that the Secretary of the Cabinet and the services of the Cabinet Office staff were an indispensable part of these conferences; hence Bridges, together with a large part of the Cabinet Office, was present at the Potsdam Conference.
In all of this he had built up the Cabinet Office itself into a machine of 46 Biographical Memoirs unrivalled efficiency; one which became widely admired both in America and in Europe and whose practices and procedures can be found as the basis of the procedures of such organizations as the OECD, NATO and the United Nations itself. The strain on Bridges was terrific. It was not made easier by the lack of an easy relationship with Mr Churchill or by Mr Churchill's methods of work. The Prime Minister could never forget that Bridges had served Mr Chamberlain and, though he did not regard him as a man of Munich, there was not the same close rapport with him as there was with Ismay. This was partly a question of temperament. Bridges was shy and to those who did not know him, austere and almost prudish. It was far easier for Ismay to be on close and intimate terms with the Prime Minister.
The Prime Minister's methods of work were partly the result of his determination that no moment should ever be lost, but this also meant that meetings were often called well into the night and that sleep was lost. The Prime Minister had an excellent rule about the length of documents: he insisted that no submission to him should cover more than a single page of typescript. Bridges was always a great master of the art of fining down any issue to its essentials but, even so, the Prime Minister's requirement called for a prodigious amount of intellectual effort. He gave credit to the work done for him by his staff but, all too often, he had to rewrite the final document in the form which he knew the Prime Minister required.
Bridges slept in the office or more occasionally in the house of his sisterin-law on Campden Hill and work invariably went on late into the night. After late meetings papers had to be written and briefs prepared for meetings on the following day. His only relief was twenty-four hours leave from 6 p.m. on Saturday to 6 p.m. on Sunday when he went back to his home on Headley Heath. He drew great relief and replenishment from these brief escapes, even if the telephone calls still followed him there and even if these short respites had to be cancelled in emergency.
Despite this prodigious strain and effort, he never lost his resilience which became infectious and was of the greatest help in keeping up morale in the office. There were occasional breaks in the normal rhythm but, to the despair of his staff, Bridges never used these breaks even to catch up with lost sleep. Instead he turned to what he called his 'cold table', a collection of papers on topics of lower priority which he put aside for moments like this. On the top of the pile there was invariably the question of W ar Historiesa topic for which the Secretary of the Cabinet was responsible. Work on the war histories of the 1914 war had even then not yet been finished. Bridges, who could well have been a leading academic historian, was determined that these should be finished and that better arrangements should be made for the official histories of the 1939 war. Thanks to him, they were. Teams of historians were recruited to compile the histories of the Civil Departments (like the Ministry of Food) involved in the war effort. An establishment of service officers was set up to work through the Army unit diaries as these became available and to compile narratives on which the military historians could start to work once the war was over.
When the war ended, Bridges was almost certainly unconscious of the part he had played. He was, at most, aware that he had worked hard and in some cases solved some difficult problems. Those who saw him at work and realized how much he did to keep up the pace, to promote the best possible team effort, to infuse his own indomitable energy into the whole office machine and always to anticipate the difficulties the next weeks and months would bring, have no doubt about the contribution he made to victory.
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Secretary to the T reasury and H ead of the Civil Service, [1945] [1946] [1947] [1948] [1949] [1950] [1951] [1952] [1953] [1954] [1955] [1956] When Sir Richard Hopkins retired at the age of sixty-five on 28 February 1945, there was no doubt that Bridges should be his successor as Permanent Secretary to the Treasury and Official Head of the Civil Service. Mr Churchill was, however, very reluctant to lose him as Secretary of the Cabinet. Quite apart from his well-known aversion to any change in his personal staff, he did not wish to appoint a successor to whom Ismay would be subordinate. Accordingly in the words of the official communique: 'as a temporary measure, to meet the special circumstances of the war and the period of the peace settlement, Sir Edward Bridges was to continue as Secretary of the War Cabinet, with Mr Norman Brook to help him in a new post of Additional Secretary to the War Cabinet.' A few months later in the General Election of July 1945, Mr Churchill was defeated and, when Mr Attlee succeeded him as Prime Minister, he agreed that Bridges need no longer hold both these exacting posts. For the next eleven years he could concentrate his energies on the many problems confronting his old Department in the post-war period.
One task in his old sphere remained to be done-the drafting of the White Paper on Defence Organization. General Jacob played a large part in this work but, for the most part, he reported to Bridges rather than to Ismay, and Bridges was the chief protagonist in the tactics of getting the new organization accepted-a highly satisfactory postscript to his Cabinet work.
One of the first jobs that faced him on return to the Treasury involved him in the one side of the Department's work in which he had no previous experience or training-international finance. He was asked to go out to Washington to intervene in the final stages of the American loan negotiations of 1945. He had with him R. W. B. Clarke of the Treasury, a man of considerable experience in this work, but he realized that in finance the initiated speak their own language and speak with the knowledge resulting from many years practice in financial mysteries. He only undertook the mission after being persuaded that it was his duty to engage in it.
This modest attitude to the problems of high finance certainly did not result in Bridges standing aside from the work of this side of the Treasury.
In 1956, soon after his retirement, he delivered the Finlay Memorial Lecture at University College, Dublin, with the title 'The elements of any British budget'. This is a masterly analysis of how the traditional budget, its role limited to estimating expenditure and revenue and regulating taxation merely with the object of making the budget balance, evolved after 1940 into an instrument designed to control the whole economy of the country. He traced the change to the necessity of controlling the inflation stimulated by the vast growth in Government expenditure as the war effort developed and to the fortunate accident that M aynard Keynes was in the Treasury at the time as economic adviser to the Chancellor. Keynes knew that the budget could be turned into an instrument for controlling expenditure in the private sector. The process developed still further under Sir John Anderson, Sir Stafford Cripps and Mr R. A. Butler. Gradually much of the traditional apparatus of the budget was discarded. The careful forecasts of revenue and expenditure remained but were supplemented by what Bridges describes as a whole series of White Papers 'sailing proudly out of the Stationery Office, like a fleet of galleons', with an analysis of the economic state of the country. As he pointed out, all this, and the use of the Budget as a regulator of the economy, was a result of the far greater part played in the Budget by the economists and statisticians employed in the Treasury and the other economic departments of Whitehall.
W hat Bridges did not mention in this lecture was what he did after his return to the Treasury to secure this important and revolutionary change in the content of the Budget. It was he above all who believed in the wider concept of the role which the Budget should play and who persuaded his more traditionally minded colleagues in the Treasury to accept not only the new doctrine but the presence in the Treasury and their influence in the Government machine of the Central Economic Planning Section and of the Economic Section under the Chief Economic Adviser.
In all other Treasury business Bridges had as much practical experience and knowledge as any of his colleagues, and knew more than any of them how the machinery of Government worked and how Ministers should be served. He liked to know what advice was being given to Treasury Ministers and to know what decisions had been given. But he did not feel it his duty to add his comment to every memorandum that went forward or to set himself up as chief adviser to the Chancellor on everything. In general, although on certain topics he gave full and powerful advice to Ministers, he restricted his role to intervening when he thought that the advice was wrong or that it had been put forward without sufficient consultation either within the Treasury or with other Departments. Above all, he lead, co-ordinated, enthused and directed his colleagues and all the time he ensured, by example rather than precept, by constant meetings with his colleagues or by talking to an individual about a submission he had put forward, that his view on the role of the Treasury prevailed throughout the Department.
It was a simple but highly important view. Most of his colleagues absorbed it without ever having seen or heard it stated. To find it formulated you have to look at two lectures given by Bridges-the Stamp Memorial Lecture of 1950 on 'Treasury control' and, in the following year, the Poliak Lecture, at Harvard, on 'The Treasury as the most political of departments'. In both these lectures he contrasts the traditional approach of the Treasury up to about the end of the 1914 war, summarized in the Gladstonian doctrine that 'money should be left to fructify in the pocket of the tax payer'-with the corollary that Government expenditure was a bad thing and should be reduced to the minimum. As a result, in those days, the objective of the Treasury was to prevent, as far as possible, any growth in public expenditure. All expenditure, therefore, was bad and, until Sir Warren Fisher became Head of the Treasury, inter-Departmental warfare had been almost endemic between the Heads of the Treasury and the Permanent Secretaries of most other departments. Instead of working with them 'as a team in the pursuit of economy in every branch and every detail of the Public Service' the Treasury waged ceaseless battle with them. In the Poliak Lecture, Bridges acknowledges his debt to Warren Fisher for having instilled in him the conviction that the Treasury should work in an atmosphere of friendliness with the other departments and should make them see the benefit of bringing the Treasury in at the earliest point when new policies were being discussed. This was the approach which Bridges followed and developed. The traditional policy of saving candle ends was not to be discarded entirely, since it remained the Treasury's job to secure economy in administration. But the task was much more to ensure that public money was spent wisely and to the best advantage. Secondly, to ensure this objective, ceaseless consultation and exchanges of views in a civilized atmosphere between the Treasury and the rest of Whitehall was required. This was his doctrine and his practice. He had constant meetings with other Permanent Secretaries and on any big topic affecting a number of departments with groups of Permanent Secretaries. He did not believe in a Treasury view being propounded to Ministers until it had been tried out on the rest of Whitehall. He adopted the same method in the Treasury. On any big topic he would summon 'a meeting of the Greybeards' as he called his colleagues-many of them far younger than himself! It was just the same, when, as Official Head of the Civil Service, he put forward names for appointments to the senior posts in the Service. In variably he would consult with a number of other Heads of Departments who knew the candidates and knew the requirements of the posts in question.
By his own example, by calling in his colleagues if he thought they were reverting too much to the pre-1920 tradition he ensured that the Treasury as a whole reflected his outlook.
In another way he had the greatest possible influence on the development of the Treasury's contribution to the effective working of the machinery of government. In his public lectures Bridges often mentions the growing influence of scientists, economists, statisticians and planners. He enjoyed his contacts with scientists, he realized that they were undervalued and under used in the Civil Service and made it his business to put this right-a work in which he was greatly helped by his Treasury colleague, Alan Barlow. His views about the place in the service of economists and statisticians had farreaching consequences in the formulation of economic and financial policy. It is typical of Bridges that in his two lectures, in referring to the development and expansion of their influence, he never mentions his part in ensuring that this was achieved. The Manpower Budget and other programmes 'to secure a wise allocation of resources was part of the general direction of the war effort carried out under the W ar Cabinet'. But Bridges above all was the man who saw that this was done. Programming and forecasting was carried out under the direction of the Lord President of the Council until after 1947 the Central Economic Planning staff was incorporated in the Treasury. Bridges, above all, was the architect of the scheme which ensured that the Planning Staff had their rightful place in the Whitehall structure. These developments did not just happen. And it was fully in keeping with Bridges's other main concept of working in an atmosphere of friendship that he was on the closest possible terms with Lionel Robbins, when Head of the Economic Section of the Cabinet Office, and Edwin Plowden, Head of the Economic Planning Staff.
The title of the Poliak Lecture was 'The Treasury as the most political of Departments'-the Department inevitably involved in almost all questions of policy, and it would be of little purpose to catalogue all the policy questions that had to be resolved in Bridges's years at the Treasury, still less to assess the extent to which his advice contributed to their solution. This was not what he regarded as his main function. It was far more to see that the Treasury as a whole was giving the right service to Treasury Ministers and in its dealings with other Departments, contributing not only to the 'wise spending of public money' but ensuring that the machinery of govern ment ran smoothly.
In one sphere of Treasury work he took a rather more prominent part-in Establishments work-the control by the Treasury of manpower and the conditions of service in other departments and general oversight of the working of the Civil Service. In these matters he not only was highly experienced and knowledgeable, it was also extremely important to him as Head of the Civil Service to play a leading part in seeing that the Service adapted itself to the changing requirements of government. He was heavily engaged in the implementation of the Assheton Committee on Civil Service Training, the need for which he recognized at a time when this was still thought to be an odd use of a civil servant's time. He also had to intervene when the Government accepted prematurely the findings of the Masterman Committee set up to recommend whether any changes were required in the rules and conventions regulating the extent to which Civil Servants could engage in political activities. The Staff side of the National Whitley Council had not been consulted and were justifiably incensed. Bridges had to take the 52 unusual step of calling a meeting of the full Council and to engage in a great deal of further discussion with the Staff side before a workable basis of understanding could be reached on a new code (which is still in force).
There was the weary process of dismantling the war-time departments, the more exciting steps to be taken to introduce Organization and Methods far more widely in the service. Personnel management had to be sold to often reluctant departments. The Treasury took the lead in urging promotion by merit, the earmarking of 'flyers' and interdepartmental transfer to ensure that the 'flyers', if they fulfilled their promise, had the benefit of wider experience outside their own department.
Once in a generation it seems to be the fate of the Civil Service to be subjected to the attentions of a Royal Commission. As a young man, Bridges had been Secretary to the Tomlin Commission. As Secretary to the Treasury he gave impressive evidence to the Royal Commission under the Chairmanship of Sir Raymond Priestley and was responsible for imple menting many of its decisions. He saw a start made in introducing equal pay for women. He saw the introduction of pensions for widows and dependants of civil servants. But he did not just witness these events, he was actively responsible for them by his able advocacy and presentation of the case to Ministers.
Amongst the many changes which bore his particular stamp was the widening of delegated authority to departments to regulate their own establishments within a ceiling approved by the Treasury. Before Warren Fisher's day, a 'cocked hat' letter had to be written to the Treasury for authority to engage a single messenger-'I am directed by the Lords Commissioners of the Admiralty, etc.' Fisher, who as Head of the Inland Revenue had known the effect of this control at first hand, had not been able to do much to mitigate it. Bridges had not had this experience but he sensed the frustration caused by such rigid control and realized its futility. He saw to it that departments were given far more scope to manage their own affairs.
A lot had to be done to reorganize the Treasury itself, particularly to integrate in the Treasury the Central Economic Planning Section, the Economic Section, a new Information Unit under Clem Leslie and to provide for the great expansion of the Overseas Finance divisions required to cope with a whole series of bilateral international discussions on the balance of payments. All these new elements had to be welded into a team with the long-established divisions on the expenditure and home finance side of the Treasury to work up to what became the Budget Committee and to form the first foundations of the present processes of economic forecasting and diagnosis. This was just the job for Bridges and no one could have done it better.
All these tasks and much more beside made up a heavy load. The pace was not so killing as in the War Cabinet Office but there was just as much to be crammed into the working day. At one point the strain began to tell.
Bridges developed a mysterious muscular nervous complaint and at one stage it seems likely that he would have been happy to contemplate retire ment in 1951. He had indeed arranged that he could be succeeded by Sir Norman Brook, who in turn would have been succeeded by Sir Thomas Padmore. However, the General Election intervened, Sir Winston Churchill insisted on keeping Sir Norman Brook as Secretary to the Cabinet and Bridges made a complete recovery. All his old verve and energy returned and continued unabated to his last day in the Treasury and indeed throughout his retirement. Unfortunately, what his drive and leadership meant in practice will almost certainly not emerge from Treasury files when these are examined by future historians. Only his colleagues can testify to his dynamic force. There were no directives, very few written instructions, but the word passed-all the quicker because it was not written-and all concerned knew what they had to do and what was expected of them.
R etirement
Bridges retired at the end of 1956 and was to enjoy fourteen years of retirement. It was entirely in keeping with his general outlook on life that this did not mean withdrawing from public work. Early in 1957 he accepted appointment as Chairman of the National Institute for Research into Nuclear Energy. A few months later he became Chairman of the Fine Arts Commission, a post he held until 1968.
From 1959 to 1967 he was Chairman of the British Council. In between, he had presided over a Committee on Training in Public Administration for Overseas Countries (in 1963) .
This was a full enough load to take on in retirement but it was by no means all that he did. In the academic sphere he had been on the governing To finish the score, he had for a number of years been on the Head Office Committees of the National Trust. In addition he was Chairman for many years of the local committees responsible for National Trust properties near his home at Headley Heath and on Box Hill.
All this made for a full and happy life, the happier because for the first time he was his own master and could spend longer with his family, his
